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Today’s Agenda
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•Lean Six Sigma

•Problem Statement 

•Current State of Permitting Process

•KJR Report Data

•Improvement Implementation Plan

•What’s Next



Town’sLean Six Sigma 

Expectations

•Deliver exceptional service to our citizens

• Improve the operational efficiency of our processes

•Create capacity to grow and expand our service 

offerings

• Improve employee satisfaction



What’s The Problem?
Element Description

Problem 

Statement:

In 2016, the Town issued over 8,330 permits (Building, Trades, P&Z, IWWA). 

Anecdotal feedback suggest that permitees are frustrated with the process (e.g. 

length of time, too much paperwork, confusions, lack of parallel review, government 

overview, staff attitude) to obtain permit.

Objectives:
To reduce permitees’frustrations with process and to establish clear expectation of 

process.

Scope:
There are three distinct phase in permit process. Permit application (beginning), 

Inspections (middle), Issuance of Certificate of Occupancy, CO (end). Project will 

focus on the beginning phase only.

Metrics:
Town has engaged services of an outside consulting group to collect, analyze, and 

report customer experience and satisfaction feedback from residents and contractors

who have applied for permits through Building Inspection and Zoning Enforcement 

Divisions.

Deliverables:
Survey data regarding permittee experience; recommended process improvements 

from consultant and survey, creation of ongoing assessment tool to collect feedback 

on an ongoing basis.



Our Team
Permit Process Improvement Group
• Office of the First Selectman

• Town Administrator

• Senior Management Analyst

• Department of Public Works

• DPW Commissioner (Sewer & Highway)

• Building Official

• Planning & Zoning

• Town Planner/Director of P&Z

• Zoning Enforcement Officer

• Health Department

• Director of Environmental Services

• Department of Environmental Affairs

• Director of Environmental Affairs



The Current State
Departments Related Permits & Approvals

Building Inspection Division •NewBuilding Permit             •Special Events Permit

•Additions/Alterations permit 

•Mechanical Equipment Permit

•Demolition Permit

•Pool/Spa permit

•Electrical, HVAC, Plumbing Permits

Zoning Enforcement •Zoning Permit

Inland Wetlands & Watercourses Agency • IWWA Permit

Planning & Zoning Commission •Planning & Zoning Approval  •Historic District Comm.

•Subdivision Approval

•Municipal Improvement

•Architectural Review

Environmental Services, Health •Well Permit

•Septic Permit

•Renovation, Repair, and Painting Approval

Highway Department •Highway Permit –Right-Of-Way Work

Sewer Department •Sewer Repair Permit

•Sewer Cap/Disconnect Permit

•Sewer New/Reconnect Permit

•Any work involving sewer

Tax Collector, Assessor, Town Clerk, GIS 

Unit 

•Supporting Departments



Report Data

Permit Application Customer Satisfaction 
Survey & Analysis



Data Collected

•December 4th, 2017 to March 9th, 2018

–460 total responses, 292 with usable data

–Confidence level 95% with confidence interval of 5.5

•Customer Survey, Customer Focus Group, 

Staff Focus Group, Process Improvement 

Review with Recommendations



Survey Respondent 
Demographics



Homeowners vs. Professionals

Homeowner

Contractor

Permit Expeditor

Attorney/Land-Use Specialist

Other*



Few Times vs. Many Times

This is my first time

2-5 times

6-15 times

More than 15 times



Departments Visited

Building Department

Zoning Enforcement

Planning & Zoning

Inland Wetlands Agency

Highway Department

Sewer Department

Environmental Health



Ratings & Scales

Point Value Interpretation Color Average Score Range

5 Very Favorable Dark Green 4.2-5

4 Favorable Light Green 3.4-4.2

3 Fair Yellow 2.6-3.4

2 Needs Improvement Orange 1.8-2.6

1 Poor Dark Red 1-1.8



Aggregate Data



Breakdown by Question

Breakdown by Question

1. Approximately how long did you wait in line? 3.82

2. How long was your visit? 3.53

3. How FRIENDLY was the staff you spoke to? 4.50

4. How HELPFUL was the staff you spoke to? 4.51

5. How CLEAR was any information, instructions, or forms you received? –VERBAL 4.10

6. How CLEAR was any information, instructions, or forms you received? –WRITTEN 3.87

7. How CLEAR was any information, instructions, or forms you received? –ONLINE 3.54

8. Did you successfully accomplish your task? 4.26

9. Was your application processed within the stated timeframe? 4.20

10. Overall, how satisfied are you with your visit? 4.29



Aggregate Customer 

Satisfaction Score

4.06
Out of 5



1. Length of Wait



2. Length of Visit



3. Friendliness of Staff



4. Helpfulness of Staff



5. Clarity of Verbal Information



6. Clarity of Written Information



7. Clarity of Online Information



8. Task Accomplishment



9. Application Processing Time



10. Overall Satisfaction with Visit



Open Comments



Comment Themes



All Scores by Department



Report Recommendations & Impact



Implementation Plan



What To Expect
July Accept Credit Card (3)

to Unify Counter Hours (8)

September Improve Signage (10) W
eb
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te

Q1

October Customer Service Training (7)

to Queueing System (11)

December Customer Fast-lane (12) W
eb
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te

Q2

January

to
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W
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Online Application-trade permits (4)

Online Records Access (5)

Review Paper Forms (2)

Q3

April

to

June

Ongoing Assessment Tool

M
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W
ebs

iteQ4

Video Tutorials (6)

Customer Concierge (9)-explore 

elements earlier M
un
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ity

 &
 

W
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iteYear 2Y2



What To Expect –Q1
July Accept Credit Card (3)

to Unify Counter Hours (8)

September Improve Signage (10) W
eb

si
te

Q1



What To Expect –Q2

October Customer Service Training (7)

to Queueing System (11)

December Customer Fast-lane (12) W
eb

si
te

Q2



What To Expect –Q3

January

to

March M
un

ic
ity

 &
 

W
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ite

Online Application-trade permits (4)

Online Records Access (5)

Review Paper Forms (2)

Q3



What To Expect –Q4

April

to

June

Ongoing Assessment Tool

M
un

ic
ity

 &
 

W
ebs

iteQ4



What To Expect –Year 2 

Video Tutorials (6)

Customer Concierge (9)-explore 

elements earlier M
un

ic
ity

 &
 

W
ebs

iteYear 2Y2



Permit Process

1 2 3

Permit 

Process 

Improvement

Online Permitting
Customer Survey 

& Analysis
New Website

• Improve and integrate permit 

process software, including file 

migration, online application, 

and online appointments and 

scheduling

• Implement Municity software 

for DPW divisions 

• Implement Municity for 

Zoning Enforcement and Land 

Use

• Implement Municity for the 

Health Department

• Conducted Customer 

Satisfaction Survey & Focus 

Group, Staff Focus Group, & 

Mock Application Walkthrough

• Strengths: helpfulness & 

friendliness of staff, overall 

satisfaction

• Areas of Improvement: 

length of visit & wait, clarity of 

online, written, & verbal 

information

• Two Year Improvement Plan 

addressing communications, 

technology, training, staffing, &

physical space

• New design with Land Use 

section and coordinated 

navigation

• Coordinating with Municity 

implementation

• With Municity, use new web 

tools to enhance customer 

experience 

Application 

Process

Inspection 

Process

Certificate of 

Occupancy

Permit Process Improvement Group

•Town Planner/Director of P&Z

•Commissioner of Public Works

•Director of Environmental Affairs

•Director of Environmental Services

•Building Official

•Town Administrator

•Zoning Enforcement Officer

•Senior Management Analyst



Integrated 
Town Hall

IT 
Investment 

Community 
First

Leadership 
Institute

New 
Website

Lean Six 
Sigma

Future



Pace of Change



Stay Informed

•Full Report and this presentation are posted on 
the OFS webpage at www.greenwichct.org

•Distribute quarterly updates

Todayôs presentation has been recorded by 
GCTV and is available at http://greenwichtv.org/

http://www.greenwichct.org/
http://greenwichtv.org/
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